Against the overall conference theme of 'reinvigorating the information profession' and in line with the 'leadership development' conference stream, this paper overviews the national and local background and context of the decision by a Canadian research library to invest in developing and implementing its own in-house Library Leadership Development Program (LLDP).
CARL libraries are more than twice as likely to have a librarian leave compared to other libraries.
In relation to the topics more closely aligned with the themes of this conference, Whitmell pointed out the following:
• CARL libraries will see a significant number of their staff retire in the next few years.
These rates are higher than in most other sectors
• CARL libraries are having some difficulties in finding competencies in leadership and management
• CARL librarians are less interested and feel less qualified than librarians in other sectors to take on management and supervisory responsibilities
• CARL libraries provide adequate training in some areas but are less likely to provide training in leadership and management
• Overall, the study indicated that the longer-term picture suggests a librarian shortage.
The University Library at the U of S is a CARL member and our library demographic profile reflects the trends identified by Whitmell. As of April 2009, with a total actual employee cohort of 147, employees fall into specific age categories:
• 101 employees are Baby Boomers (born between 1944 and 1964, aged between 45 to 65 years)'
• 38 are Gen X (born between 1965 and 1980, aged between 30 and 44 years)
• 8 are Gen Y (born between 1981 to 1995, aged between 14 and 20 years).
The demographic profile shows that of the employee cohort of 147, 60 staff have 21years or more of service. The U of S library community anticipates a significant number of retirements across all employment categories, in the next few years.
Since the publication of the 8Rs Study, the Canadian library and information services industry has continued to debate and develop action strategies around the issues raised by the study. knowledge, skills and abilities to meet the challenges head-on and ensure realization of that ambitious vision. Our vision to be leaders and innovators in a dynamic information environment, collaborating with our community to create a positive experience that leads to success in learning, scholarship and practice is dependent upon a significant change in organizational culture and the development of a set of leadership skills and competency that will be achieved through LLDP.
At the heart of the transformation vision is the concept of the library as a learning organization -a place "where people continually expand their capacity to create the result they truly deserve, where new and expansive patterns of thinking are nurtured, where collective aspiration is set free, and where people are continually learning how to learn" 6 . LLDP is delivering a home-grown, customized, in-house development opportunity, directly linked to the desired and emerging organizational culture priorities that are delivered in a way that fits our working style. LLDP is a deliberate change management strategy designed to help develop library leadership competencies and behaviours based on the future directions of the library and compatibility with the emerging culture, mission and vision. It is designed to increase the probability of positive leadership skill improvement.
It is within the context of these strategies and with a focus on the LLDP that the question of leadership for transformation and the local experiences of the themes/trends identified through the 8Rs Study come together. This brings my remarks to focus on the third component of this presentation, namely: an overview of LLDP.
III -LLDP

LLDP was conceptualized against the local context of our Relationships and Engagement Strategy
and Operational Effectiveness Strategy. Our Relationships and Engagement Strategy seeks to build and strengthen relationships and connections within the library, within the University and beyond.
This Strategy sits well with the University's broader and central concept of being "An Engaged
University" where "to be engaged is to have a sense of common purpose" 7 . Our Operational Effectiveness Strategy seeks to continuously improve operations by developing and implementing innovative solutions to advance our Strategies.
LLDP was also conceptualized against the broad national context of Canadian libraries as highlighted through the 8Rs Study. At the University Library we have direct experiences from our recruitment activities of some of the trends identified in the 8R's Study. For example, we have found it extremely difficult to fill senior leadership positions, including those with administrative responsibilities in job assignments such as Branch/Unit Head. In addition to these national trends,
we also have some local factors at play at the U of S, which provide some further challenges to our recruitment of faculty librarians. These include, our location in the middle of prairie Canada; a challenging winter climate; and, some tough standards for tenure and promotion of our faculty librarians.
At the local level our Library Employee Opinion Survey (LEOS), conducted in 2006 and again in 2008 identified 'leadership' as a dimension of our organizational culture and performance needing improvement. LLDP was conceived, not because of a lack of other leadership programs, but rather in direct response to two broad strategies within the plan, as a response to the identified national challenges and other local conditions. LLDP is a local solution with national implications.
The remainder of this paper focuses on an overview of the key features of LLDP as it is unfolding from the experiences with the first cohort to undertake the program.
Getting an in-house program off the ground required us to invest considerable resources. We were Unique and customized library leadership competencies and behaviours will be developed. It is anticipated that similar competencies will be identified for all levels of employee and behaviours will be selected appropriate for up to three levels of employees. Ultimately, these behaviours can be used for coaching, feedback and future 360 degree assessments.
LLDP modules take place away from the workplace at an off-site venue. This reduces the
• Performance planning and accountability
• Leadership and organizational culture
• Personal mastery and organizational effectiveness Throughout the program, participants learn through a variety of practical activities. These include their pre-set allocation to trios (teams of 3), their self-selection into three teams for Leadership Action Challenges and the writing of a personal reflections journal. The trio and leadership action challenges are unique features of LLDP and along with the one year program design really serve to not only reinforce the learning objectives but also change the way we lead in our library.
Journaling is another useful tool to encourage self reflecting and documenting thoughts, learning objectives and learning action plans and results. Most participants noted appreciation for these practical activities.
The purpose of the trios in the LLDP is to provide participants with an opportunity to receive peer coaching and mentoring which reinforces and enhances the learning objectives from the modules.
The participants are placed in teams of three, directed to meet back at work on a regular basis and After the ideas are discussed we will be implementing some selected actions to improve leadership, engagement, accountability or other goals of the program. Action challenges cover three topics:
accountability, leadership competencies and engagement.
We are monitoring progress along the way with on-going evaluation of modules and activities and there are self assessments linked to each module. Module three on Leading Change, for example, used the Strengths Finder 2.0. 8 An anonymous, online survey of participants who completed the first module showed that 94% of participants felt the learning objective for session 1 of LLDP1 were met; 77% felt the coaching session and practices provided them with practical techniques and tips for future coaching sessions; and, 65% felt overall the session provided them with an effective opportunity to begin their leadership learning journey.
The overall success of LLDP will be measured by several key performance indicators. The Library Employee Opinion Survey (LEOS) conducted every second year, has a section specifically on leadership which can be used to measure leadership effectiveness, trends and improvements. LEOS also has sections on communications, teamwork/participation, job satisfaction and quality management, which are strongly influenced by leadership. The U of S also conducts a universitywide Employee Opinion Survey (UEOS) which is an overall measurement of employee engagement. Leadership is a primary influencer of engagement and through UEOS it is possible to tack trends and improvements compared to previously conducted surveys. The UEOS survey also contains a values audit or assessment of the eight core U of S and Library values, which will make it possible to track improvements and trends. There will also be 360 degree feedback conducted on participants' leadership skills towards the end of the modules. Team assessments on team effectiveness will be conducted which will also provide anecdotal information on improvements.
The senior management will also be able to detect improvements and openness in discussion and planning sessions which may be attributed to leadership development. In summary, improvements in employee engagement, job satisfaction and living our values will provide the major leadership improvement measures for leadership development.
Levels of enthusiasm levels from participants in LLDP1 are high and have been from the start.
Enthusiasm levels from non-participants are also high and for this reason we have brought the scheduling of LLDP2 and LLDP3 forward and condensed the timeframe for the roll-out across the University Library.
Conclusions
LLDP is a work-in-progress but all indications thus far are very positive. LLDP is a practical step in a journey to change organizational culture, build individual and organizational leadership capacity and to address and overcome some national trends in one research library in Canada, namely, the University Library at the U of S. We hope our development and application of LLDP will help other libraries world-wide who are facing similar challenges and opportunities.
